ase 2005/08/02 : CIA-RDP86-00024R0003q 


ife > Vag Gun vhen 


hy Ex ‘eM 
MFACe Aaa - ob Ket = 
proven 
[EK Why AER 
Do. del piune Cah ple et 
Exon Jue 


pot of abl, wl fraonf 
Exton Ser 

OC r = Foyt: art J 
Exton Proie_ 


ease 2005/08/02 : CIA-RDP86-00024R000 


a Yue ’ 


a DDK fs bi ‘a 


Dy agt a) an ngs f St EN 


Approved For Release 2005/08/02 : ClA-RDP86-00024R000300070010-0 


Sy EY cee tes ete: sere 
SES pg eC NS. OPER Eanes 3. Be 
mse ces et em ce 


=>.” ROUTING AND TRANSMITTAL SLIP. 16 NOV 81 sed 


ee TO: (Name, office symbol, room number,» _—~ | Date . oS, 
r-.> + building, Agency/Post) ; tesla Vy) Pe 


' tp pny Le 
bBhitro ob 6 HOY t 


6 : 


g Per Conversation 
i For Correction i Prepare Reply 

| |For Your information | |See Me | 
— Signature 
_|Coordination | ee Zz 


; Requested 


~. 


: a pi e on — | 


pt 
or bay x : | 


ag pO. NOT- use this form as a RECORD of approvals, concurrences, disposais, — . Le 


clearances, and similar actions 


Room No.—Blidg. 
| Phone No.. 


-_ So4i-102 ie Be OPTIONAL FORM 41 (Rev. 7-76) 
de GAs _ Prescribed cr ia ae 
~My @po y "1980 O --31f-158 (179. . ee eeBE GS ee swig: yee eae 


a ° 
, F ry 
’ 


Approved For Release 2005/08/02 : CIA-RDP86-00024R000300070010-0 - - 


: ; ‘ 
! ibys Peay oes ie at) bh O48 - op 9 Mi sal ‘Fi, 


** “Approved For Release 2@0HBBNENT Dik-RDP86-00024R000300070010-0 Porsivnes 


12 November 198] 


“ 


MEMORANDUM FOR: Director, National Foreign Assessment Center 
Deputy Director for Operations 
Deputy Director for Science and Technology 
Deputy Director for Administration 
Director of Personnel YW 


Comptroller 
FROM : Deputy Director of Central Intelligence 


SUBJECT : CIA's Long-Range Planning Process 


1. The Intelligence Community has adopted a new multi-year Capabil- 
ities Program and Budget System which is intended to focus attention on 
initiatives for capabilities against a comprehensive set of target areas and 
subjects. This system will result in a greater degree of attention to substan- 
tative aspects of resource allocation and will require the development of a 
long-range perspective on the needs of the Agency. To achieve this long-range 
perspective, we must modify the approach to CIA long-range planning implemented 


- in 1980. This memorandum establishes the policy and procedures for implementing 


the long range planning process discussed at the Executive Committee meeting 


‘on 30 OcLAbey 1981. 


2. The long-range planning process is expected to provide strategic 
direction to the management of Agency activities. It will emphasize the 
development of flexible and innovative approaches to the achievement of 
desired capabilities and a collegial approach by the Executive Committee 


' to developing this strategy. In recognizing the uncertainties that we face 


in planning for the future and the changing nature of the challenges that the 
Agency faces, an annual cycle of planning activities will be required to keep 
this process both current and relevant. This long-range planning process 
should accomplish three tasks for Agency management: 


- Provide a comprehensive strategic plan which will identify 
the Agency's long-range goals and capability objectives: and 
the priorities for their achievement. 
- Identify the need for and stimulate development of : 
innovative approaches to attainment of long-range substantive 
and managerial objectives. 


- Provide near-term guidance to the formulation of the 


7 Agency's budget and the execution of its program. 
| < 
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3. Outlined below is the sequence of actions for implementing this 
planning process. Guidance from and interaction with Intelligence Community 
planning can be interweaved with this process. Each phase will be monitored 
by the Planning Staff, Office of Policy and Planning, and will be subject to 
Executive Committee review. 


“a. Annual Planning Guidance 


The DDCI will issue guidance annually to the Agency's long-range planning 
cycle. This guidance would establish the specific planning schedule, identify 
areas of special concern, and state any special planning assumptions. 

The Planning Guidance would be developed by the Interdirectorate Planning 
‘Group for EXCOM consideration during the first two weeks in March each year. 


b. CIA Long-Range Objectives and Priorities 


Based on the Annual Planning Guidance, the D/NFAC will determine the 
Agency's intelligence objectives and priorities ten years into the future 
for each of the Area/Subject Categories listed in the Annex. This will 
_ Include .a description of the key challenges to the United States, the 
resulting problems and likely intelligence requirements for the Agency for 
each Area/Subject Category, as well as the determination of priorities 
both within and between these categories. Similarly, the DDO will establish 
the ten-year objectives and priorities for the Agency's Counterintel ligence 
and Covert Action Categories. The results of this phase will be presented to 


the Executive Committee for discussion and DDCI approval in late April. The 


results of this phase will serve as guidance for subsequent phases. 


ares Intelligence and Operational Capabilities 
==: Based-on the objectives and priorities developed above, the Deputy 


. .Directors will determine the kinds of capabilities that would be required to 
_meet these objectives and priorities as follows: 


- The DDO will determine the HUMINT collection and processing | 
counter intelligence, and covert action capabilities that will be 
required to meet the ten-year objectives. 


= The DDS&T will determine the technical collection and 
processing capabilities that will be required to meet the’ 
ten-year objectives. 


~ The: D/NFAC will determine the analytical and associated 
processing capabilities that will be required to meet the ten- 
year objectives. _ : 


To the extent practical, the Deputy Directors should establish interdirectorate 
teams to assist them in making these determinations and to ensure that a 
balanced approach is taken with respect to each Area/Subject or Functional 
Category. Emphasis should be placed on innovative ideas which can be developed 
through further study into viable programs. Concepts put forth during this 
phase should not be constrained by present operational, technical, or financial 
limitations. This phase should take place during May and June and the results 
Peete to the Executive Committee in late June for discussion and DDCI 
ecision. 2 
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Support Capabilities 


Based on the results of the preceding phase, the re Directors 
should establish the functional support Capabilities that would be required to 
" support the intelligence and operational capabilities described above. 


~ The DDA should determine the telecommunications, ADP, 


-training, logistical, and general administrative support that 
would be required. 


- The DDS&T should determine the general research and deve lop- 


- > ment capabilities that would be required beyond those that are 


~ directly associated with specific Areas/Subject or other 
Functional Categories. 


PSs e the Director of Personnel should determine the personnel and 


personnel management capabilities that would be required beyond 
‘those that are directly associated with other specific categories. 


To. the extent practical, interdirectorate teams should be used in develop- 
‘ing the concepts. Again, innovation in developing new and more effective 
or efficient approaches to attaining the intended capabilities should be 
‘emphasized, unconstrained by current limitations. This phase should occur 
‘during July and the results presented to the Executive Committee at the 


Planning Staff, OPP, for preparation of an overall ten-year Agency Strategic 
Pian to be presented to EXCOM in mid-August for discussion and DDCI decision. 


end of July for discussion and DDCI decision. 


“Agency Strategic Plan 


The results of the phases described above will be turned over to the 


“4. The approach descr ibed above should result in a planning process 


“thrat ‘provides Agency managers with broad, flexible long-range guidance to 
their activities--guidance which would be cast in terms of capabilities to be 
achieved and priorities for their achievement. It should elicit innovative 
approaches to the challenges faced by the Agency and be sensitive to changing 
needs. 


peo 


ee . . ~ R. INMAN 


Admiral, U.S. Navy 


: “General Counsel 

* Inspector General 
'-Pirector, OPP 

’ Director, ICS 


Chairman, NIC 
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4 November 1981 


STAT MEMORANDUM FOR 
is Deputy Director for Policy, 
Analysis and Evaluation 


STAT FROM: a 
‘ ; ief, Policy and Programs Staff 


SUBJECT : Personnel Planning Project 


1. My staff and I have been working to meet the objectives of your 
"Personnel Planning" paper which was generated by the DDCI's 4/15/81 EXCOM 
decision to discontinue the Annual Personnel Plan and Annual Personnel 
Report and later approved as the alternative to provide a way of monitoring 
the Personnel Management system. In order to accomplish the objectives of 
effective personnel planning and assisting the DDCI/DCI in"'getting a handle 
on' the Agency's personnel management system" you described a five-step 
process which involves OP in every.step, presumably, particularly P&PS. We 
have been dealing with step one, identification of issues, and believe we 
have reached the point where we can propose to take on specific topics. 


2. For the record, I'd like to recap our efforts in this regard: 


a. We collected documents and suggestions from numerous sources 
to get a feel for the issues of concern to management and employees. 
They include: The DDCI's May 81 memorandum in response to your 
original proposal; the November 80 Policy Agenda; D/NFAC's Apr 81 
"Thoughts on Revising Agency Policies and Procedures; C/CMS' Mar 81 
"DO Wish List on Personnel Management Matters"; my own review of 
Personnel regulations; D/Pers' Jun 81 expressed "priority considera- 
tions''; Admiral Turner's 80 package on Professional Selection Policy; 
Mancuso 79 proposal regarding OP Policy for Personnel Generalists; 
DD/PAGE Jun 80 paper on Cost of Evaluation Boards and Panels; various other 
miscellaneous papers, calls, etc. . 


b. While keeping a number of other projects going, coping with 
5-4/9 and summer leave, we continued our efforts by sorting the items 
covered in the foregoing papers to determine where similarities of 
concern existed. Finding still a large number of diverse items, we 
did a further sorting to meld the various items into major program 
groupings. A fourth review revealed that many of the items already 
were being worked on in some fashion or another. 
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c. We also attempted to use the Directorate Personnel Officers 
as a source to help solidify our perceptions that the items that. 
seemed to stay on the surface were really of some concern to the : 
management and people of the Agency. Disappointingly, that effort 
proved fruitless and we were back to using our own impression of 
all the items we had collected. 


d. Our final effort to get a handle on the project was to do 
_ another sorting into groups based on our own perceptions: 


* 


(1) Studies management wants 


(2) Studies we (the Staff) think Management should want 
but will have to be "sold" 


(3) Papers we have done that can be updated periodically 


(4) Items that staff members could take on as independent 
research studies 


These various groups are outlined in the attachment. 


3. Since step 2 of your paper, "plans to address," is related to 
action following the preliminary review and a determination that an item 
needs further action, we have not done an action plan to cover this step. 
The items listed in the attachment as those we believe Management is 
interested in can be studied to determine if there is a need to go further 
because of perceived potential Agency-wide impact. Most of the topics can 
be given a preliminary review involving only OP components but almost all 
will need some contact eventually outside of OP in order to determine the 
real need. 


4. As you are aware, some of the topics that were mentioned in the 
various source documents, either have already been done or are in some stage 
of being done at the moment: 


1. The pay system working 

2. Overseas incentives suspended 

3. OP image D/Pers working 

4. PAR system change working 

5. Dual benefits TPC action completed; en route 

to DDA 
& 6. Uniform precepts review in final stages 

7. Spouse LWOP program working major revision 
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Others, we decided, would be beyond our capacity, or of marginal value 
at this point, or have already been studied to death: 
1. Minority hiring and upward We have an O/EEO who worries 
mobility programs about this one 
2. Better ways to determine R&P and HRPS working this one 
recruitment requirements 
3. Understaffing of the DDO Don't really know what the problem 
- is 
4. Need for uniform promotion Done 
’ schedule . 
5. Dual career tracks Cannot determine needs at this 
point 
6. Individual benefits package BSD doing something 
7. Clerical grade structure Out of our bailiwick 
8. Average grade control and Out of our bailiwick 
grade creep 
9. SPS pay Out of our bailiwick 
10. Secretarial Pay . Out of our bailiwick 
11. Changes to CIARDS Out of our bailiwick 
5. With your agreement indicated on the attached, we will proceed with 
the preliminary review of those items we believe management is interested in. 
-I assume we would want to inform the front office when our efforts will re- 
“quire input and time from people outside OP. Because much of the preliminary 
review centers around statistical data, there will be an obvious burden on 
STAT to work with us on these issues. To the extent that I can impose 
eadlines on them without creating a problem, I will do so but would appre- 
ciate some input from you as to your desires concerning the relative 
-importance of the topics. 
STAT 
aaa ee i et A ee 
Mssci hk te B a ge, 3 ae | 


oD tem me epecmmmenemeee + REST het arcerre ann: 


Approved For Release 2005/08/02 : CIA-RDP86-00024R000300070010-0 


RESUMES a : 


oo ge arse € 


Approved For Release 2005/08/02 : CIA-RDP86-00024R000300070010-0 -. 


- apne ne fopmeereascer tee a eR | 
f ae ist re ue ys uy 
e ¢ 
ATTACHMENT 
A. STUDIES MANAGEMENT WANTS (from various sources) 
Peg. be, ITEM | INVOLVEMENT 
1. Effectiveness of the Awards System OP - preliminary statistical data; 
discussions with SP. 
Components eventually 
STAT ‘ be aes 
APPROVE OP Portion: DISAPPROVE OP Portion: 
' 2. Value and use of Rotational . OP - preliminary statistical data 
ge @ Assignments Components and employees eventually 
STAT “oe. , APPROVE_OP Portion: DISAPPROVE OP Portion: 
Y SED LPP BARAT FR LNA 
3. Why "good" employees ar leaving OP - preliminary statistical data; 
(Note: Some input will be exit interview reports review; 
(D> available shortly on some ''good" file review; discussions with 
employee who left.) R&P and SP 
: Components eventually 
STAT APPROVE OP Portion: [| DISAPPROVE OP Portion: 
| 4. Are we attracting and maintaining ’ OP - preliminary statistical hiring 
critical skills we need data; discussions with R&P .y y y 
Components eventually Ah ty 
: Hf 
STAT APPROVE OP Portion: ‘ll DISAPPROVE OP Portion: 
5. Assuring certain percentage of OP - preliminary statistical data 
lateral input from private Components eventually 
sector 
T*é 
ye APPROVE OP Portion: | DISAPPROVE OP Portion: 
6. Issues that develop from Precepts OP - preliminary review 
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B. STUDIES MANAGEMENT SHOULD WANT BUT WILL HAVE TO BE "SOLD" ON 
OP ee ee ge 


1. 


3% 


wn 


6. 


ITEM 


Effectiveness of selection and 


aoe: of managers 
pie 


Cost athe easy ee the es, 
function 


, PEE 


Effectiveness and use cf three- 
year trial period 
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Use/Steruse of rehired annuitants 
yo 


ae 
Use/abuse of PRAs past ee 


INVOLVEMENT 


OP - development of "profile'of Agency 
manager . 
OTE, components eventually.. 


OP - review of system and development 
of questions to be asked of 


. Components eventually 


OP - preliminary statistical data; 
discussions with SAS 
Components eventually 


OP - preliminary statistical data 
DDO particularly and other components 
eventually 


OP - preliminary statistical data; 
discussions with R&P and CPD 
Components eventually 


OP - preliminary statistical data 


C. BRIEFING AND OTHER PAPERS TO REVIEW PERIODICALLY AND KEEP UPDATED 


1. 
Be 
Se 


4, 


Employee Handbook 


Comparison of Agency personnel 
‘practices with regular civil 
service 


Inman Project papers 


") OP components 


Personnel Management es 


OP 


OP; OPM and other contacts 


[2 charger An tpolicelect 
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D. INDEPENDENT RESEARCH STUDIES TO BE PROPOSED BY STAFF AND APPROVED BY C/P&§PS 


# Policy Agenda paper of Nov 80: 


Loon nee erp mae emanates 


Examples: 1. 


2. Paternalism in the Agency 


New look at the Agency "middle" employee 


a newer "careers" versus short-term "jobs" 


STAT 


4, Alternatives to the cole rar ive Ever etd ONY Compe Cae 


- promotion, system 


Bis Specialists versus generalists 


6. Effectiveness of the decentralized personnel management 


system 


7. Options to "retirement"; 


"second careers" in the Agency 


nytt the Agency editinue to need a junior officer 
training program? 
just in specific areas? 
persons for this program? " - 


Will a program be required Agency-wide or 
If so, how do we find the best 
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seductively appealing to keep adding re- 
finements to the forecasting process. In this 
way it becomes easy to spend more time and 
money on a forecast than it is worth, or to be 
so busy in preparing the forecast that the 


- opportunity for a timely decision is lost. The 


forecaster must frequently ask himself or 
herself whether the point of diminishing 
returns has been passed. 

Useful. This is the ultimate test of any 
forecast. A forecast is like a map of the 
uncertain world of the future. If the 
decision-makers of your organization reject 
your map and strike out on their own, then 
the map-making exercise was a waste of 
time. 


Forecasting in 


Perspective 

Any forecast is obsolete the ies after it 
is published. Why? Because the forecast 
was based on any number of assumptions 
about the organization and its environ- 
ment, and they are constantly changing. No 
one wants to make important decisions on 
outdated information, so your forecast will 


_ either quickly fall into disuse, or you will be 


pressured to make a new forecast in re- 
sponse to each new decision that must be 
made. Recognizing this, it is important to 
channel your effort more toward building a 
responsive forecasting capability than to- 
ward making any particular forecast. 
Although we don’t give it much 
thought, manpower forecasting is being 
done frequently at every level of every or- 
ganization. Managers are constantly mak- 
ing decisions that have future conse- 
quences; hiring, training, promoting, etc. 
Each of these decisions is based on some 
conscious or subconscious view of what the 
future will hold. In a sense, that’s a forecast. 
I have tried to suggest how to make the 
forecasting process a little more informed, a 
little more objective, a little more systema- 
tic. O 
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